CA2 ALA 
1968L31 ® 


Lines Of Communication 


A document relating to: 


Planning, Policy, and Management 


in the 


Alberta Department of Agriculture. 


GUIDELINE TO PERSONNEL 


December 16, 1968 


ERTA LEGISLATURE LIBRARY 


TANCE UII 


3 3398 00478 15 


A. Lines of Communication 


Personnel in the Department have asked for clarification of 
communication lines, and for some general guidelines regarding 
responsibilities for planning, policy and management. This document, 
submitted to the Executive Committee for endorsement, contains the 
terms of reference for personnel to resolve these questions. 


Appreciation for contributions to the document is extended to 
Py Hlushko,@ O72Bratvold)oMp< Pitcher,.C.cCheshires CG. Godel, W. Wismer, 
Jewcy Lander, @) ;ekadkes Cos Purnelle eCseGordon, V..MacDonald.. M. Gox. 
and others who generously and wisely advised on or constructed parts 
of the material 


Special recognition is due the individuals who initiated the need 
for this information which was made known at the Olds conference on 
program planning in May of 1968. 


The critical examination (some very quietly and some very 
vigorously) by the Executive Committee was also appreciated. 


CG, J: McAndrews,” Po Ag. 
Director of Program Development 


Approved by Executive Committee 
December 16, 1968. 
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E. E. Ballantyne, D. V. M. 
Deputy Minister of Agriculture 


B. Glossary of Terms 


Philosophy - as an organization, what do I believe in, what can we do 
and what would we do. 


Planning - is designing a course of action to achieve ends. 
Levels of Planning - in this proposal we refer to district level, 


regional level and provincial level. 
district tOmnete, to Extension offices, 
- regional to regional offices, and 
- provincial to headquarters. 


Program Planning - is a process through which representatives of the 
people (staff) are intensively involved with a change-agent, in the 
study of facts and trends, in the identification of problems based 
on these facts and trends and in making decisions about problems 
that should be given emphasis and in the establishing of objectives 
for future direction of the program. 


Objectives - define who the activity or program is geared at, what one 
is attempting to accomplish and why. 


Policy Objectives - define clearly for whom, what and why certain types 
of policies need to be drawn. They are broad, organizational-wide 
purposes. 


Policy Development - determination of a policy or a set of broad guide- 
lines in line with objectives that have been set out. 


Policies - policies make up the fundamental principles upon which 
governmental action--that is, government administration--is based. 
Policies fix the terms of reference within which plans are pre- 
pared. But policies are not plans.’ Rather, they are the basic 
framework for planning. 


Control Units - this is an individual or a group of individuals respon- 
sible for- administration of a policy and to see that the policy 
objectives are met and decision-making occurs. 


Authority - authority may be defined as the power to make decisions 
which guide the actions of others. Specifically referring to 
; public administrators, it is the openly delegated legal power by 
which they act, make rules, and enforce them. 


Decision-making - decision-making is the act of determining, within 
the authority delegated to the decision-maker, the best course of 


action to follow or the best conclusion that can be reached. 
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Glossary of Terms /2 


Program - there are several ideas understood when one uses or refers to 
the word "program". Essentially a program involves: 


1. Objectives - specified end or ends. 

2. Successive steps through time to completion. 

3. Allocation of Resources. 

4. A number of performance units, which may be defined in terms 
of (a) process, (b) purpose, and/or (c) project. 

5. Costs, which are broad summary costs, usually arrived at by 
aggregating the cost of performance units. 

6. The ability to select and identify by the existence of an end 
product which is significant and in most cases measurable. 


Therefore, in keeping with the above ideas, the following defini- 
tion was proposed by the U. S. Research and Policy Committee of the 
Committee for Economic Development in 1966: 


"Programs are time-phased plans for allocating resources 
and for specifying the successive steps required to 
achieve stated objectives." 


Tevrollows then, sehat 


"Program objectives are the specific results to be obtained by 
the planned commitment of resources." 


Project - is one unit of an educational or administrative program. It 
consists of a series of activities focused on some problem(s). It 
is to an education program what a course is to a school curriculun. 


Procedures - are methods by which policies are carried out. They spell 
out overall design or planning. 


Formal Communication - is that required when seeking approval of a 
change in policy, administrative and functional responsibilities, 
the interpretation or clarification of policy objectives, and for 
stating policy and delegating administrative and functional 
responsibilities. 


Informal Communication - as a corollary to the first definition, all 

other communication becomes informal. I.e. once the policy and 
policy objectives are clearly communicated and the administrative 
and functional responsibilities are delegated to the lowest level, 
all the informal lines of communication could be used, laterally 
and vertically, to carry out the assigned responsibility. 
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C. Lines of Communication 


Planning moves from the grassroots" toward the senior reporting 
levels of the Department where it is a main ingredient of determining 
policy. This means that no matter where on the ladder planning is 
initiated, plans must be submitted to the grassroots where ideas, plans, 
and projects are discussed, appraised, amended if necessary, approved 
or rejected. Involvement of people at the grassroot is essential. 


Policies move from the senior level of government to the action 
level of the Department, and are developed from the planning process 
into programs. Planning guides the management of programs while policy 
authorizes and limits the process. 


When "CHANGE" is involved in planning, policy, administration or 
management, the formal lines of communication are necessary. The route 
should be as direct as the line organization will allow. If there is 
"NO CHANGE", then the process is as arranged or is informal information 
and may be direct to any person at any level. This is a very important 
communication for purposes of co-ordination, management or arranged 
activities, and exchange of knowledge. However, when personnel are 
seeking authority or approval for purposes of management, administration, 
the implementation of action (projects, programs, regulations, etc.) or 
the development of planning of policies, then communication must move 
through the formal lines of the organization. 


The attached systems charts illustrate the internal lines of 
communication of the Alberta Department of Agriculture. Detail of the 
lines within each Division and at the regional and district levels are 
not shown as these should be determined by the appropriate personnel 
at the respective locations. 


Be She important that the control units are identified (regional 
personnel, executive committee, deputy minister, minister, treasury 
board, and cabinet). It is very important to identify the functions 
that occur between control units (program planning, regional planning, 
province-wide planning, policy development, program administration, 
operations management, and program management). The line of communication 
then runs the shortest line from the level that seeks "change" to the 
level that can either approve or implement the "change" as the case may be. 


If administrative and functional responsibilities are delegated to 
the lowest responsible level, then any particular line of communication 


will be relatively short. 


If policy and policy objectives are clearly communicated, there is 
no reason why more of the decisions could not be made between control 
units with the people in the control units being responsible for creat- 
ing the atmosphere and climate for decision-making. A more positive and 
committed team effort is the end result. (These comments are based on the 


philosophy that shared leadership is preferred over the more autocratic 


type of leadership. ) 
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Lines of Communication /2 


There must be persons or groups of persons definitely responsible 


to see that decisions get made within existing policies, but decisions 
are often best if shared by individual personnel, | 
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